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This paper will examine the use of the Ranger Battalions to lead the Army through change. The thesis of the paper purports that one of the reasons for the formation of the modern day Ranger Battalions was to provide a change agent for the rest of the Army. This paper will argue that General Creighton W. Abrams, Chief of Staff of the Army, intended such a use of the Ranger Battalions when he authorized the formation of the first one in 1974. General
Abrams had a strategic vision of using the Ranger Battalions to re-instill pride and values in the Army post Viet Nam. His strategic vision of using the Ranger Battalions as change agents was continued through succeeding Chiefs of Staff of the Army. Finally, this paper will demonstrate that this strategic role of the Ranger Battalions continues to this day. The paper will begin this examination with a review of a current conceptual model of vision, change agents and leading change, which will establish a foundation upon which to conduct an analysis of the Ranger Battalions. A brief biography of General Creighton W.
Abrams will follow to provide the reader with a feel for the leader who envisioned the Ranger Battalions. Because it is important to understand the conditions under which a strategic vision is developed, the paper will present a review of the state of the Army, as the author believes General Abrams saw it, following Viet Nam. Next a brief history of the Ranger Battalions and the process of their formation will be presented. In conclusion, the paper will then walk the reader through several examples how the Ranger Battalions led the inculcation of ideas, concepts, and values throughout the entire Army.
VISION, CHANGE AGENTS, AND LEADING CHANGE
The Army War College uses the book Leading Change by John P. Kotter as a text for instruction in leading and managing change.
2 In this book, John Kotter proposes a model for leading large organizations through change. The Kotter model offers a logical construct with which to examine the formation of the Ranger Battalions. His model consists of eight stages:
1) establish a sense of urgency -examining the market and competitive realities; identifying and discussing crises, potential crises, or major opportunities 2) creating the guiding coalition -putting together a group with enough power to lead change; getting the group to work together like a team 3) developing a vision and strategy -creating a vision to help direct change effort; developing strategies for achieving that vision 4) communicating the change vision -using every vehicle possible to constantly communicate the new vision and strategies; having the guiding coalition role model the behavior expected of the employees 5) empowering broad-based action -getting rid of obstacles; changing systems or structures that undermine the change vision; encouraging risk taking and nontraditional ideas, activities, and actions 6) generating short term wins -planning for visible improvements in performance, or "wins"; creating those wins; visibly recognizing and rewarding people who made those wins possible 7) consolidating gains and producing more change -using increased creditability to change all systems, structures, and policies that don't fit the transformation vision; hiring, promoting; and developing people who can implement the change vision; reinvigorating the process with new projects, themes, and change agents 8) anchoring new approaches in the culture -creating better performance through customer-and productivity-oriented behavior, more and better leadership, and more effective management; articulating the connections between new behaviors and organizational success; developing means to ensure leadership development and succession.3
It is important to remember that this model is based in the corporate world and is not a military specific model. As such it is a product of the explosion in the last 10 years in the study of reengineering large organizations and changing them. Research indicates that the model did not formally exist as a construct when the Ranger Battalions were formed. However, that does not negate its use as an analytical tool of those events. This paper will show that the formation of the Ranger Battalions fits the model as a change agent for the entire Army. 
GENERAL CREIGHTON W. ABRAMS

POST VIET NAM ARMY
The Army after the protracted conflict of the Viet Nam War was one that in the hindsight of history was a poor one. Many historians, commentators, and soldiers who were in the Army at the time describe a truly despondent force. Drug and race problems were rampant. During this time the cadets are assigned to platoons to serve as "Third Lieutenants". The purpose to allow cadets to experience the life of a platoon leader in preparation for commissioning the following summer.
The officer, referred to henceforth as the cadet, was assigned to a mechanized infantry platoon at Fort Riley, Kansas. He told the author that as part of his CTLT program he was assigned the task of leading the platoon on a field exercise. Throughout the exercise the soldiers of the platoon failed to perform to any reasonable standard, even though the vast majority of the soldiers were veterans of Viet Nam. As he told the story, the cadet said he spent the entire field exercise constantly cajoling, yelling, wheedling, and pleading trying to get the soldiers to perform tactically. Committee present that day, made the following statement to the press recounting the hearing.
"He [Abrams] sees it as very serious question….I asked him if it was comparable to Viet Nam, and he said yes."
11
General Abrams clearly judged the situation as grave. So grave that he stated to the press following the hearing that he was going to Europe to assess the situation himself.
General Abrams told Senator Hughes, "Any force with that size of a drug problem has to have some effect on its readiness." The most frequently recurring specific themes describing the variance between ideal and actual standards of behavior in the Officer Corps include: selfish, promotion-oriented behavior; inadequate communication between junior and senior; distorted or dishonest reporting of status, statistics, or officer efficiency; technical or managerial incompetence; disregard for principles but total respect for accomplishing even the trivial mission with zero defects; disloyalty to subordinates; senior officers setting poor standards of ethical/professional behavior.
16
The above conclusion seems to encapsulate the problems of the Army following the Viet Nam War. One must remember that at the time of this study the Army, and the country, was still conducting combat operations in Viet Nam. In fact, throughout the study there are innumerable citations of body counts being a point of ethical mistrust throughout the force. However, from a realistic and historical perspective, this study was the most current pulse of the Army available when General Abrams became Chief of Staff in 1972. Logically, the study remains a good indication of the state of the Army at that time.
Despite its condition in 1971, the U.S. Army of today is widely recognized as the greatest in the world. Indeed, one could safely say that most historians would agree with Professor Henry Gole, who teaches a course titled "Men In Battle" at the Army War College, on the reason for the reputation enjoyed by today's Army. Professor Gole is of the opinion that its success in the combat of Desert Storm explains the high esteem the Army enjoys today. 17 But that success is rooted in the changes in the Army made by General Abrams and other leaders. The
Ranger Battalions are part of those changes. The battalion is to be an elite, light and the most proficient infantry battalion in the world.
THE RANGER BATTALION SINCE WORLD WAR II
A battalion that can do things with its hands and weapons better than anyone.
The battalion will contain no "hoodlums or brigands" and if the battalion is formed from such persons it will be disbanded.
Wherever the battalion goes, it must be apparent that it is the best. Sir: I am writing this letter on behalf of myself and Private Danny J. Minnick in regards to the new Airborne Ranger Battalion. That is being formed in Fort Stewart, Georgia. When Private Minnick and I enlisted, we both wanted to be Rangers….when we were informed of the need for volunteers for the Ranger Battalion we were both very excited. We thought this would be our long awaited chance to be, or at least try to be, Airborne Rangers…
Being too junior in rank to apply, Private Lariviera was seeking a rank waiver for both himself and his Ranger Buddy, Private Minnick. The recruiting message had specified a minimum rank of Private First Class. Private Lariviera's handwritten letter was found in the personal papers of General Abrams. As an indication of his leadership, the letter was accompanied by a file copy of a memorandum to the Commander, XVIII Airborne Corps, the parent unit of Privates Minnick and Lariviera's 505 th Parachute Infantry Regiment, requesting assistance to the two soldiers in submitting Ranger applications. 25 Another file copy indicates a memorandum was sent to the two soldiers themselves providing additional guidance on how they could apply to be Rangers.
26
Determining whether Privates Minnick and Lariviere succeeded in the quest to be Rangers was beyond the scope of this paper. Based on the enthusiasm and desire expressed in the letter, surely it is a reasonable assumption that they did in fact become Rangers. This excerpt certainly conveys the degree of excitement that the announcement of the Ranger Battalion formation created in the ranks of the Army.
The recruitment of the best for the forming Ranger Battalion was not confined to messages and privates. The best officers and non-commissioned officers were also recruited to be part of the Ranger Battalion. 
THE IMPACT OF ABRAMS'S RANGERS
The 1 This was my first assignment as a "wife/dependent" and watching how they [the battalion commander and his wife] maintained that big family has always been a source of inspiration for me -I still tell new wives to the military how great it can work. Everyone was important and everyone mattered. As wives we looked out for each other constantly, all the way from…Cdr's wife down to the newest and youngest wife.
37
This wife went on to write that she continues to pass on the lessons she learned as a spouse of a Ranger. She described practices of those early wives groups that are found in today's formal Army Family Readiness program. The Ranger Regiment will draw its members from the entire army-after service in the regiment-return these men to line units of the army with the Ranger philosophy and standards.
Rangers will lead the way in developing tactics, training techniques, and doctrine for the Army's Light infantry formations.
The Ranger regiment will be deeply involved in the development of Ranger doctrine.
The Regiment will experiment with new equipment to include off-the-shelf items and share the results with the Light Infantry community. 
THE SULLIVAN CHARTER
The third charter guiding the Rangers is known as the Sullivan charter. It is the most formal of the three charters. General Gordon R. Sullivan wrote the charter on letterhead when he was the Chief of Staff. The Charter reads:
The 75 th Ranger Regiment sets the standard for light infantry throughout the world. The hallmark of the Regiment is, and shall remain, the discipline and espirit of its soldiers. It should be readily apparent to any observer, friend or foe, that this is an awesome force composed of skilled, dedicated soldiers who can do things with their hands and their weapons better than anyone. The Rangers serve as the connectivity between the Army's conventional and special operations forces.
The Regiment provides the National Command Authority with a potent and responsive strike force continuously ready for worldwide deployment. The Regiment must remain capable of fighting anytime, anywhere, against any enemy and WINNING.
As the standard-bearer for the Army, the Regiment will recruit from every sector of the active force. When a Ranger is reassigned at the completion of his tour, he will imbue his new unit with the Regiment's dauntless spirit and high standards.
The Army expects the Regiment to lead the way within the infantry community in modernizing Ranger doctrine, tactics, techniques and equipment to meet the challenges of the future.
The Army is unswervingly committed to the support of the Regiment and its unique mission.
43
Once again, the mission of the Rangers to return to the Army and spread the Ranger spirit is clear. An additional mission from both the Abrams and the Wickham charters is to serve as the bridge between the Army's conventional and special operations forces. Also interesting is that the Sullivan Charter acknowledges that the Army bears a responsibility to support the Rangers of the Regiment. Until this charter that support had not been so formally stated. 
ONE FINAL EXAMPLE
